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ABSTRACT
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The basic argument is to prove that the personnel manny .ent
function of the manpower vresource area is the most vital and
impaortant element necessary to ensure success in the dramatic
change ¢the US Army is experiencing. The vehicle wused is a
discussion of the force modernization program with particular
emphasis on presenting for commanders and personnel managers recent
examples of success and failure, as well as a discussion of
pitfalls in the management of soldiers. The paper is primarily
focused for, and intended to be useful to the Active Conponent.
Data mwas collected through an unclassified literature search,
personal interviews with vrecent and serving commanders at the

~ battalion and brigade level, and military personnel management

officials from division/installation level through, and including,
the Department of the Army level, The author relied heavily upon
personal knouledge gained in the management of enlisted <soldizrs
during the "bouw wave" period of the current force modernization
effort. Four major themes are examined to report on personnel
management developments which affect the supportability and
direction to: new equipment training in  units; manning
restructured organizations; implement and execute training programs
for individuals to man new weaponry and organizations; and the “nzw
manning system". The essay concludes that because the Army cannot
control the threat; advances in technology; national demographics
or politics, the Army itself must make forther changes to attain
the optimum personnel management system for the future.  Such
change. must include recognition and adherence to the manpower
"facts of life" by leaders and managers at all levels and a
better appreciation by each servicemember of why the changes are
required. -
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PERSONNEL MANAGEMENT -~ The Key for Making

Force Modernization Payoff.

To appreciate the personnel management implications
of force modernization, one must have a backéround in the
manpower function of the Army. The following brief
discussion of manpower, and its component parts is
necessary to understand how and why "pecple are the
Army" .

The manpower management function of the Army must be
considered to be a major recsource area. Perhaps it ics
the most critical from an overal) aspect and as such,
the umbrella term "manpower" ies moet easily understcocod b
describing its compornent operatione. Thece are the
operatione encompassed by the planning; programming and
budgeting for personnel; manpower authorizations
management; and personnel management,

Manpower planning is the process through which the
agoregated requirement for manpower necessary to meet the
operational needs of the Nation under mobilization, or at
least to meet the requirement for the defense
ecstablishment’z described "Objective Force" during

wartime is described. To quantify the total demand,

forces are structured using the Joint Strategic Planning




Document Analrsis Il into units, and the supporting

structures necessary to man, equip and train the Army
for wartime, Using the planning force, manpower
programming ecstablishes the criteria for thé'accession of
soldiers and their training.

Manpower programming usually results in a smaller .
force, which is structured by the service, to describe
the amount of manpower resources to attain and sustain
the activities (either fully or on a limited basis) for
the forces described in the Five Year Defense Program,
This sized force is also assumed to be operational at a
level of "lees than wartime" for a significant portion of
the total force. During the process of manpower
praogramming, some units or capabilities may be "zeroed
out"; changed from Active to Reserve components; or
structured for manning at a less than "full” level of
autheorization for specific organizations. Most commonly,
some combination of all three measures is adopted to
arrive at a level which is supportable from both a
budgetary and personnel availability view., The recsult of
thie process is the "Program Force", which i€ termed the
program strength. The other resources needed to support

this force are also determined through this process in

2




other functional areas. When the program has been

approved by the Secretary of Defense, the Program
Decision Memorandum is prepared and, if necessary, the
Five Year Defense Program is updated. :

Having arrived at a quantified, structured total
manpower statement of need, the Army prepares, justifies,
and executes its budget for personnel in the program
force.

Manpower authorizations management is ancther of the
major manpower management functions. This process
allocates approved (programed and budgeted)
authorizations, or spaces, to the subordinate elements of
the Army., It also includes the procedures for
documenting and auditing all authorized positionse. Some
of the commonly ueed terms associated in this major area
may be familiar to soldiers in units. They include
Tables of Organization and Equipment (TOE); Modified
Tables of Oragnization and Equipment (MTOE); The Army
Authaorization Documentation Sretem (TAADS); and the
Personnel! Structure and Accounting System (PERSACS).

The recognition, through the authorization of

spaces, represents validated needs for socldiers of

specific gradee and skills at the unit level and is
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performed in this operational area of the manpower
function.

Once the needs of the Army and ite subordinate
elements have been stated, Personnel Managemént begins to
operate. It has often been said that manpower needs are

"epacee" and the personnel resources are “"faces". 1

-

Fercsonnel management is the major function which
deals with satisfying needs for trained soldiers in a
timely manner. The many sub-functicone of personnel
management include irnvertory development; support;
distribution and assignemnt; utilization; administration;
and reporting.

For my purposes, inventary development ie the
function wherein current or future authorizations are
compared to con-hand and projected inventories and any
shortage or surplus ice appropriately treated, The
inventory is scrutinized by several categories of detail:
ekill (MOS/AS1/SQ@l); pay grade; duty statue; assigrment;
and enlicstment expiration date, toc name some.

Personnel! support is that portion of management ¢
which deals with the acceesion; training; promcticn;

retention; and pay of soldiers.

......... . ey,
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Distribution operations include the specification of

desired levels of fill, expressed over time, and in a
priority by specialty and grade for the subordinate
elements of the Army. In the case of enlistéé saldiers,
MILPERCEN receives the stated needs from requisitioning
activities, validates and prioritizes these toc become
requirements, and passes them to the appropriate
accession cor career management division for ascsignment
action. Assignment is the process through which a
qualified individual is selected and allocated to fill a
validated requirement, and instructione to complete the
process are jicssued to field activities.

The uvtilization of eoldiers ie principally a loca!
command responsibility with maximum emphacis placed at
the Jowest level of command, usually at the
organizational echelon. Proper utilization dictates that
an individual’s €kill, expertise and special
qualificatione are properly used to saticsfy
authorizations in units or activities,

Percsornnel administration ie that portion of
management which attends to the official and personal

needs of coldiere in unite, It includes the maintenance

on
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of records and completion of adminicstrative actione, such

as promotion, which affect individuals.

Throughout personnel management, status reporting cor
accounting is used to moniter programe, assiét in
deciszion making, and collect current information from
which projections can be made. The principal data file
uced to support scldiers is the Enlisted Master File
(EMF)>. To be maintained in an accurate condition, this
data base must be updated through the Standard
Installation Data Personnel Syvetem (SIDPERS) entriec made
from a soldier’s unit of assignment or local Military
Persconnel Office (MILPOY. 2

In the preceeding section 1 have described in broad
and general terms the functional area of manpower
management, Particular emnhacie hacs been dewcted to a
digcussicon of the enlisted perceonnel operations acs a
necessary element to support my title statement.

Force modernizaticon hasz been discuesed by many
authore and speakers. All too often, come cuerlook what
are in many ware the most csignificant elementz of the

process I include the fcllowing compornentse under the

term "force modernization": equipment modernization:
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unit reorganization; doctrinal evolution and innovation;
advanced training concepts; and unit manning concepts.

Throughout the Army’s history new weapons have been
fielded and improved organizations have been:introduced.
At this time, well into the "Age of Technologr" nc
comprehencive history of Force Mcodernization, not to
mertior the personnel aspectes of the procese, has been
compiled and publicghed. 2

In the follawing partion of thie paper, I offer a
dicecussion of recent events in the process of force
modernization and their impact on percsonnel management.

Armies have alware sought greater volumes of more
lethal, accurate and capable weapons., Often new
equipment forced the dewelopment of more modern tactics,
doctrine and strategy. Todar, each element and function
cof the Army i continucuely under review through the
Mizzicon Area Analyveis process. As & result of a change
in weapcnry orFr in the employment of egquipment, an
analysis of the functional areas muset be conducted to
determine if further modifications are necessary. RS
changes are approved, they are generally referred to as

force modernization. The two major areas of force
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remains that with a limited and finite supply of manpower
(dictated by Congressional and budgetary levels) and
competing priorities for the distribution of trained
soldiers, some units may not have the number:of cscldiers
by grade and MOS to achieve their desired level of
readiness, This fact, toc me, ic inescapable. Through
thie discussion, perhaps athers will accept this fact,
and then appreciate the magnitude of changes and
challenges in the support of new equipment fieldings.
Personnel managere should lieten closely ase commanders
explain their situations and be prepared to modify plans
and programs to lessen the impact throughcut the Army.

As technology advances and weapons s»stems become
mcre lethal, new structuree and crganizations are
developed. Their purpoges are to take advantage of:
evolution in weaponry; hietory; and doctrinal or
strategic concept changes to meet the MNation“s purposes.
In cur Army, we have chcsen to pursue a relatively stable
total strength for the Active Compconent, and ret make
significant changes in the compasiticon of that element o+
the Total Force. These structural changes 2re sometimes
dictated by new equipment, but perhaps the most

cignificant changes are driven by grand estrategy. The

20
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reascsigned personnel whe do not have the required

retainability; retained "overhead" perscnnel slotted
against modernizing unit spaces; and malutilized or
declared unfit for retraining, without compléting
required administrative sanctions or action..

For new units being activated at a training
inetallation and scheduled for later deployment, some
potential personne! management challenges can develop.
These might include early, or late, arriva! of personnel
identified by MILPERCEN; changed schedules far training;
reduced capability to provide cupport (housing);
incomplete reviews of individual persconnel recorde to
determine eligibility for training and everntual
deplovment; among others. Any scldier not eligible for
the acssignment should immediately be replaced. Procedures
have beern emplored to assign qualified replacements from
installation resources which will be replaced during the
next available dietribution/ascignment cycle. The
personnel sehortage, in this example, is not in the
modernizing unit, but rather is in anather activity or

unit on the host station.

As the foregoing pointe out, in the fielding of new

equipment there are “"billpavers". The cimple fact

19
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quickly, thereby developing the cadre to man Key

positione in later modernizing units. Thie phenomencn
will continue until the entire active structure is
“modernized”. The leadership at the top o¥v{he army is
aware of this situation; howewer, I believe more leaders
at battalion, and lower levele, should become more
involved with the entire fielding process from the
personnel percspective.

For leaders at that level to become more aware,
carefully organized instructions are iessued to units
scheduled for NET. Commmanders should follow the
instructione and develop their own execution guidance so
that the transition will be ae smooth as poscsible, not
only for their unit, but for the remainder of the
"consumers® of soldiere who hold the transitioning MQS,
Any soldier either not eligible or available for training
muet be identified, and where possible, reassigned within
the command or installation. This ie necessary to ensure
epaces which require i1l are vicsible at each level of
command. 8

In practice, some unite have viclated personnel
management instructions and have trained scldiers already

on ordere to depart the command in their current MOS; not

18
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not involved in, or stabilized by NET rules), throughout
the Army to achieve the highest personnel readiness
condition in accordance with current priorities and
policies. All of thecse factore are consider;d within the
Military Personnel Center and decisions are made and
actions executed usually six monthe before the first unit
begins NET.

To achieve the decired cutput from NET, some MODS,
particularly skill level one and two, are oversubscribed
when poscible to account for forecasted, historically
baced attrition factors. The cumulative effect for the
remainder of the Army hae been termed a "force
modernization bubble”. Within a relatively fixed number
of units who have high densities of scldiers of a
particular MOS, a few units will often have "more than
their ehare" when one considers a worldwide percentage of
fi11. However, until all units have the new equipment, it
ie important to train and ascign scldierse to the units
which do have the more modern weapons, as they are likely
to be ameng the first commited to war. Further, by
training soldiere wherever and whenever an opportunity
existe, we are able tc broaden the skill base of the

entire force and can detect future junior leaders more

17
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The figure portrays the events and approximate

duration of training to be completed by units who have
achieved the mandated strength and skill levels for the
“$eeder” MOS and ASI. Frequently, after thé"NET ie
completed, a soldier’s specialty must be changed to
reflect the training he hae received.

Soldiers with appropriate MOS must often be inserted
(croces leveled) to the unit, usually through the major
command or installation distribution processe. This is
required so the unit will be properly manned for
stability and larger unit training after the NET. For
the lowest grade enlisted soldiers, this usually involves
early identification of "spaces and faces" and
coordination throughout each level of the perconnel
management system to ensure soldiers will be recruited,
trained at the entry level, and assigned in a timely
manner to permit integration and bonding within the unit.
Further, since some low density initial MOS coursecs are
offered infrequently and in some cases are of such
duration, thies accession process must begin as early as a
vear before the scheduled NET. Another management
challenge at all levels is to spread, through

dietribution, the populztion of available soldiers (those

16
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New Equipment Training

This figure represents a schematic of New Equipment Training
(NET) sequences and events for a fielding of the M-1 Abrams
tank in a typical Armor battalion stationed in Europe. Times,

shown in days, are approximate.

-90 -60 -30 " — +30 +60 90
INING 45 'L\9K = FIRST TANK COMPANY
. THE shasss
45 19K -seconD
[OR ) emt—— PvrowN
‘TALION 63E V% THRD
[aaaand
63E K- Fovrty
* L aad
INING
- 45G,45K,65G,634
.ECT/
'PORT .
NTENANCE LEGEND: training

wuusss evaluation/test
Output MOS.

19K-M-1 Abrams Armor Crewman

41C-Fire Control Instrument Repair
Specialist

45E-M-1 Abrams Tank Turret Mechanic

45G-Fire Control Systems Repairer

45K-Tank Turret Repairer

63E-M-1 Abrams Tank System Mechanlc

63G-Fuel and Electrical System
Repairer

63H-Track Vehicle Repairer

Figure 1.
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==Units thus modernized (through NET)> will be

maintained at the level corresponding to that assigned
for the particular major command (MACOM) or installation.

-=In the case of unite activated at thé:
"schoolhouse” and receiving new equipment, the guidance
requires a level of zersonnel fill to ensure sufficient
soldiers are trained through NET, so the unit deplore and
will arrive at the next assigned station with 100 percent
of all MOS/ASI skills in the gaining command’s ALOD.
These units are to be maintained at that level for 120
davs after arrival at the new station as well,

==The Training and Doctrine Command (TRADOC)
schools; and Army Material Command (AMC), and United
States Army Europe (USAREUR) new equipment training teams
(NETT> will also be manned at 100 percent of instructors
authorized in the Table of Distribution and Allowances
(TDAY for theose skilles attendant to fielding new
equipment.

The personnel management acpects of NET are complex.
For example, the fielding plan for the M-1 tank in a
Eurocpean baced organization is outlined in the following

figure. (figure 1.)

15
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Regardless of the strategy, either in the field or

at the "schoolhouse", they are called "new equipment
training" fieldingse. The Army has a significant
investment in the hardware and technology né@ being
assigned to units., To help ensure the maximum return on
this investment, the Deputy Chief of Staff for Personnel
has announced policy guidance for the distribution and
assignment of scldiers to modernizing units. 7 This is
announced as the Active Component Enlisted Distribution
Pclicy and is confirmed in the Force Modernmization Master
Plan, and provides instructions for the levels aof fill
for scldiers to achieve:

==90 percent of the authorized level of organizaticon
(ALO) strength in new system related Military
Occupaticnal Specialties (MOS) and Additional SKil)
Identifiers (ASI) for both the operators and the
maintainers for a period beginning sixty dave prior to
the beginning of new equipment training (NET)> and through
sixty dare after completion of NET. This quidance
represents a decrease in level and duration of formerly
announced and mandated strength levels and ie a result
of personnel management actions and force structure

changes,

14
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proficiency by crew and commanders if we are to

capitalize on their capabilities.” é

The new equipment ranges from such maJor we apon
systems as the Abrams (M-1) tank, Multiple Launch Rocket
System (MLRS), and the Apache (AH-44) attack helicopter,
to new items of individual equipment and weaponry such as
the 9mm pistol and lightweight battle drece uniforms
(BDW).

Often, major systems (nearly fifty of the over 400
are concidered major) are assigned in unite or
organizations already in the field. This process may be
called a conversion, a trancsition from the old to the
new. Older items are often refered to as displaced
srstemss their fate may include transfer or sale to a
foreign cervice or for reissue, possibly after
modification, to another unit, often in the reserves.

Ariother strategy requires the formation of entirely
new organizaticnes, usually as a result of significant
weapon sretem capability changee or because of training
complexities., Examples of this technique include
original unit formations for the MLRS unite and Patriot

air defence artillery battalions.

13
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forecast the future and to report accurately on the

current status of the Army.

Clearly, soldiers are the most vital resources for
each of the two components of force modernization. From
any point of view, be it humanistic, fiscal, programatic,
or from any other focus, people are the Key. In the
following sections, I will addreses some of the personnel
management aspects for the elemente of force
modernization. Each will be discussed except those of
doctrinal! innovations and evolutione. This component
will not be covered because revised doctrine is normally
a product of a few individulals who are senior
professional military experts, rather than the Army at
large.,

The introduction of new equipment intco the Army
hae, and will continue to pose significant personnel
management challenges., The Chief of Staff of the Army
has stated: “Over four hundred new warfighting systems
are being developed and fielded within the Army. Many
exhibit unrivaled mobility and lethality. They are also

sophisticated, requiring a high level of Knowledge and

12
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Obviocusly we have not reduced our missione; if
. anything they have been increased; we have adopted a
h force development strategy to create lighter infantry

divisions. Further, we have increased the standards for

T

entrance and retention for the entire force over the past

; . three years, and the supply of potential scldiere has not
4 b=en increased by any external actions such as adoption

ﬁ of a draft. We have made a significant change to

2 increase the recruitment of females in the past six

4 rveare; howewver, female soldiere cannct meet the total

} demand for a modernized combat force.

) What we have done ie to improve the personnel

y management of and within the Army. Personnel! cperators

§ today are more involved than ever in each facet of

i overall planning and current operations. No longer can a
' force planrer, or an equipment developer, or a lagistian,
E or any other specialist, fail to be cognizant of

G perscnnel matters and concerns. Commanders, as well as
' individual scldiere, are more Knowledgeable of personnel
9 ) tcpice. The entire personnel eystem itself has become

? more modern and as & result, more complex, Still

: personnel management operations are better because of

§ increased visibility, awareness, and capability to

'
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requires operators and maintainers in sufficient numberec

with adequate ckills to make the new, and even older,

weapons pavoff. Better hardware alone is not enough;

people must be present in the proper quantif;, having

sufficient intellectual and physical qualities and in a

timely sequence to make the investment in hardware .
worthwhile.

It is obvious that the Nation’s demand for military
manpower was a function of the force structure (cize and
equipment) which had been determined after careful
analveis of assigned and derived miscsions and by the
policies which governed our personnel structure. To meet
the challenges of the future {(since we cannct command or
legislate an increacse in birthe to support am Army) the
implementation of some or all of the following measures
was necessary. 0One must either make changes tc the
cstrategy or missions; reduce entrance requirements for
csoldiers; or increase thz -:-zznnel supply (by changing
fzctors which 1imit the population eligible for service);
increase the efficency and effectiveness of perscnnel
operations; or by some combination of these, to meet the
manpower requirement and lessen reliance on perscnnel

management, S

10

o]

: ' 'kx ‘. y ".-'\;.



i A o

£d

AP S L g

‘ -.}:.":..,-. ;,' » cop

error. With a national population whose density of
potential coldiers is growing esmaller, less able and
skillful in the use of technology, the Army was forced to
make changes in the manner we prepare for th; future.

On the equipment side of force modernization, over
time, new and more capable weapons designed to take
advantage of improved technolcyy to meet changed threats,
have been integrated intc the Army. Until the recent
past, thece systeme have not posed significant challenges
to the personnel community, or to the naticn for that
matter. Now, with the significant financial investment
being made to meet both readiness and sustainment
objectives, even a casual review shows that significantly
more than half of every dollar of defense epending
involves a personnel cost. One cannot stop at fiscal
costs, he must examine the human manpower coste which
cover the full spectrum of operations and maintenance as
well,

The need for improved weapons has not been
underctated; but have we shortchanged the personnel side
of the equation? Since the early 1970s, the Army has
been rebuilding and responding to increased threates in an

ever mcre dangerous world. The advanced technology
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modernization then are: organizational changes and the
fielding of new equipment.

Organizations have been changed cver time to be
better able to execute missions; meet new threats; to
recspond to changes in policy; or to face other realities.
Beginning in 1982, five central thrusts could be
identified in the force modernization program undertaken
by the U, S. Army. These were, and are, improvemente in
and adoption of technololgy for: distributed command,
control, communicatione and intelligence; celf-contained
munitions; biotechnology; very intelligent surveillance
and target acquisition equipment; and finally, the
realities of the "soldier-machine interface". 4

In recocanition of the future reduced manpower
resgurces, and with favorable budgetary support, combined
with strong and capable leadership, "force modernization"
has become a central theme visible to nearly everyone in
the Army.

From the percsonnel management perspective, in my
opinion, the most significant of thece thrusts is the
e¢cldier- machine interface. The General Acccunting
Office, in a 1981 report to Congress, attributed at least

half of the failuree in systems or weapone to human
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3} point 1 am making is in regard to actions underway to

'3 develop a lighter, highly mobile and capable infantry

E division. The two major personnel management concerns to
: be addressed are: ‘"quality of life" and mak}ng the

fﬁ shifts in the training base to meet newly determined

::3 strength levels and mixes.

SN

2 With respect to quality of life, the Army‘s

Q persconnel managers and commanders at all levele must be
z; sencitive to the needs of individuals as they relate to

A
-

cervices, housing, and turbulence in general. In this
L} = =

* » -l
PRd S

situation there are many examples: I shall outline twe

cases,

\ -

¥ In the case where an existing infantry divieion ie
;; restructured to meet the Light Infantry Model, most units
-

ﬁ' experience a decrease in overall strength levels.

s

- Commanders must be especially sensitive to the individual
f: circumstances which surrcund each member of the unit, It
A seems to me, that each leader must be Knowledgeable and
N,

: aware of his soldier’e situation, concerns, and needs.

- I1f my experience in attempting tc assist in the

f reorganization to & light division ie representative, the
Ll

- efforts of all personnel managers, at all levels, can be
E

;Z decscribed as a man_trying to paint a moving train with a
<

e
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brush. The engine is moving in one direction, but the
number, type, and arrival time of the care change at
almost each curve on the route. Therefore, not all the
cars will be painted uniformly, or with the ;ame quality
of finieh. Additionally, if the final composition of the
train at ite destination isn’“t kKnown, people board and
detrain according to the last announced schedule
throughout the journey. The painful part for both
individuals and perscnnel marnagers it when decisione are
made which affect the destination (time and composition?
the Army cannot always validate already "collected
tickete" for the trip, and replacements or extensions
must be generated, often causing some turbulence to
ancther railrcad’es cperations.

Thie simplistic analegy is not an apology; it is
offered as a recognized fac’ of life. Top Army leaders
are not unaware of these situations, hence the formation
of battalion sized packaged units thue creating "reserved
seat holderc" for the entire journey. This simple, but
painful, decision to form the new type division with this
innovative personnel strategy will be tested in the

future.
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Another case is the formation of a unit from the
“ground up". The moet recent example is the 10th
Infantry Division being formed at Forts Bennfng and Drum.

In thie case, since few coldiers were étationed at
the division’s headquarters installation, a smaller
number have been concerned with moving away. The trauma
of a Permanent Change of Station move for families and
soldiers ordered to join the division has been delayed in
some cases because of a lack of facilities. The other
uncertaintiecs about the eventual composition; locationg
cize; and timing of activations remains however.

The primary objective is to have the right scldier
arrive on time at the right place. When the Secretary
and Chief of Staff of the Army make decisions and issue
ordere, the results improve dramatically. I am refering
to the situation in which thece leaders affirmed a
decision not to fill the division at Fort Drum bevond the
station’s capacity for troop and family housing. This
development, quoted in the "Army Times" shows that our
leaders have a full and comprehencsive feeling for the
needs of our soldiers and their families. ¢

Acs the approved composition of each of the light

divisions is being-resolved, again Secretary Marsh

23
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provided timely guidance to the Army staff by limiting
the total number of soldiers to be allocated to its
eventual structure. As reported, a memcrandum from the
Secretary to the Light Division Steering Coh&ittee,
contained instructions to limit the new formatione to
10,700 scldiers. This action may ascsist in resolving
some of the changes proposed by functional area
proponents and others interested in "optimizing" the
light diuiéion. 10

Once a structure is decided upon, plans to dedicate
resources to the force can be confirmed. In the case of
the light infantry divieione, the training base mucst be
resourced with people, the recruiting force must be
advised of which accessions to seek, and percscnne)
managers at al) lewelse can more accurately forecast who
the billparers will be, and what strength levels can be
projected arcund the weorld.,

All of thece procesces are cngoing simul tanecusly;
the only fixed "personnel” parameters are on the manpower
side of the equation. Through legislative and policy
changes the managers of the Army make adjustments to meet
Army objectives and goals. Aes previcusly noted, thecse

changes may include promotion acceleration (or slowdown);
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incentive payment adjustments; training duration changes;
and other techniques to man the force.

Other evolutionary changees in structures occur
periodically as a result of planned for and'Felatiuely
minor (as opposed to major divisional formation) changes.
The recently experienced, and almost universal conversion
from the "H" to "J" seriee TOE and implementing MTOE is
an example.

At these changees have been planned for some time, we
should expect few personnel management challenges in the
, conversion. New soldiers should have been recruited,
trained and assigned to man changed structures and new
equipment; however, in a large bureaucracy some actions
are not properly coordinated, timed, or documented and
prcblems may develop.,

The convercsion of cone formation or organization

- A B K e m——w W W w W

invariably results in a requirement to make modifications
elsewhere. In 1982, the DCSFER of the Army began a

svetematic and continuing review tc analyze and report tc

LTy W R .vLT.

the Army on personne)l matters which pertained to force 1

: modernization. These areas, originally fifteen in

[4

f

i number, encompacsed the traditional "branches". A
thorough and vigorous examination of all aspects
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associated with each area was undertaken by personnel

managers and commandere at Department of the Army, Major
Command, and Proponent levels.

The results of thece "Personnel Reuiews; were
initially announced by messages; since September of 1983,
they have been communicated in letter format.

During the Communications-Electronics Personnel
Review, it became apparent that becaucse over 300 new C-E
systems were to be introduced during the next five
vears, a poctential need for as many as 17,000 additional
Signal soldiers, officers, and warrant officers was seen.
Similar situations, albeit not of this magnitude, were
discovered during most of the Personnel Reviews held to
date. Solutions must be found by etructure and equipment
developers, and procurement officials, in conjunction
with commanders and personnel managere. This predicted
personnel nightmare was partially a result of TOE changes
and the introduction of new equipment. 11

In eome casec a lecs than complete set of
high-technology communications switching equipment was
being procured due to competing budgetary requirements,
Thie combined with lengthy and changing procurement

strategies, further compounded by extended fielding

26




schedules, had resulted in a series of mixed generation

communications gear and units, which must as always, be
manned by soldiers. These highly specialized soldiers
hold many different MOS and are frequently "}n echools to
qualify them to operate and maintain the new systems.

The combination of resourcing the training base,
diversity of skills required (MOS and ASIY in Tow
densities, and a vital need to design incentives for
retenticon, provided personnel managers with multiple
cpportunities to excell,

The preceeding discussion focused on perscrnel
managers difficulties in meeting one challenge of the
future; the development of an inventory of trained
goldiers to use and repair new equipment. The Army has
not alwaye realized that “technology is a double edged
sword” and that with increases in system capability there
may be a cignificant personnel {(manpower) coest for bath
quantity and quality. In recognition of this fact,
MAMPRINT (Manpcwer and Personnel Integration) was
develcoped and ie being used by Project Managers,
ecientiste, and personnel specialiste., The expected
result of this effort, with the new tools, is an improved

soldier-machine interface (SMI). The process used is a

27




melding of previously developed tools which assess the

tota) perscnnel demands for a system (HARDMAN or hardware
versus manpower), with the expected qualitative skills of
soldiere who use and repair the equipment (E;rly
Comparability Analysis or ECA), and the study of
ergonomics, which adjusts taske or conditions to suit the
workers, The successful integration of numbers and types
of soldiere through this process is both mutually
interdependent and a repetitive process which will help
produce the blueprint for manning current and future
equipment. 12

The many tasks and functions to be performed by
soldiers must be discretely identified so that the
correct inventory may be developed and assigned to
elements of the Army. The syestem uced to identify the
variety of jokbe for enlisted scldiers invalves Military
Occupational Specialties (MDS)>; Additional! Occupational
Specialties (ASIY>; and Special Qualification Identifiers
(SQI>, The latter are used primairily to identify
soldiers and pocsitione in specialized units, such as
parachutists and rangers. The MOS and ASI structure was
developed to identify soldiers who have been trained to

operate particular equipment or to perform highly

28
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specialized tasks. The normal procedures employed to
award these identifiers includes attendance at a formal
(training base, unit, or contractor) school, and new
equipment training. OFf particular concern to leaders and
personnel managers is the timely award and posting of
automated management systems to reflect changed MOS and
or AS!. The Army’s DCSPER has highlighted this need to
field and training commanders through the percsonnel
review feedback syctem on at least eleven separate
occasione over the past two years., This emphasis has
paid off; more qualified soldiers have been identified;
more reporting sx¥stem problems have been e€clved; and more
vigibility to the challenges of managing the inventory
has been achieved. Commanders and leadere at unit level
must continue to work for their soldiers, with personnel
managers, to ensure an individual’s accomplishmente and
qualifications are accurately reported so that proper
assigrnmente can be made. Force structure analyeis and
extensive proponent inveluement is required to prescribe
the inventory levels and optimum composition of each
MOS/AS! to ensure promotion growth and professional

development within each Career Management Field (CMF).
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The final aspect of personnel management influenced

by force modernization I will address is the New Manning
Syetem (NMS)., In the 1984 "Army" Green Book, General
Elton provides an excellent description of the system
which was designed in 1981. There are twoc elemente of
the NMS, First there is the Cohesion, Operational
Readineces and Training (COHORT) unit movement system, and
second, the U, S, Army Regimental System. 13

In the COHORT process unite, and eventually
battalions, are formed, trained, and deployed then
maintained for a fixed term "life cycle". From a
personnel management aspect, thice appears to be almost &
"fill and forget"” operation for the normal! three year
crcle. The challenges to managers arise in identifying
the number of qualified cadre soldierse who are available
for assignment to these units. Initial entry, firet term
gsoldiere are usually used to fill the primary career
management field MOS in skill level one for the COHORT
unit. The distribution policy requires a fill level of
100 percent for authorized spaces to achieve an aggregate
minimum deployment strength of $5 percent. SKill level
one for example, is overfilled, and skill level two is

deliberately underfilled to provide immediate promotion
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opportunities within the unit. The cadre, to include

unit officers, and other Key unit personnel (supply and
communications specialists for example) are selelcted so
as to arrive at least sixty daye before thevﬁnit ie to be
formed. To achieve this "on station time" managers at
the installation, in the major command (Forces Command),
and in MILPERCEN must act on requirements validated nine
monthes prior to the unit’s formation. A1l perscnnel
distribution and assignment actions which pertain to
COHORTe are managed "off-line". Once formed, these units
are stabilized in accordance with DA PAM &400-22-series
procedures. 14

The combat arme coldiers in skill level three and
four (pay grade E-é and E-7) are always in great demand
for acssignment to many high priority positions which
include Drill Sergeant and recruiters. Many of these
priority programe have "quality" indicators decscribed in
Quidance and policies which are not, unforturately,
applicable to the normal selection of NMS cadre members.
Commanders and managers of these COHORT unite should
"profile" the cadre to determine if a representative
gample of the Army has been allocated. Similarly,

proponents of all gpecial career or ass'z-mznt programs
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should review requirements and inventories to be carefu!

not to “"price themselves out of the market" of scldiers.
Under the American Regimental! System, a commitment
is made to scldiers who become ”regimentall?xaffiliated“.
The commitment involves an assignment to a unit of his
regiment whenever he is assigned at battalion level.
Thece battalions are carefully grouped intc a "community
of battalions" structured to afford a homebase in one of
the United Statee (Hawaii is the homebacse for the 8th
Field Artillery Regiment) and in a limited number of
oversea locations, By deliberately limiting the
multitude of Army postings available to socldiers to just
a very few, an individual and his family will almcet
certainly kKnow a comrade when they first join a new unit
of his regiment The clcose and continucus identificatian
of individuals with units is designed to create a sense
cf belconging and identity for the members of the selected
regiments. At this time some of the decignated combat
arms regiments of infantry, armor, and canncon field
artillery have been formed; otheres are scheduled to be
activated; perhaps later other type unite will be

decignated into regiments.
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For personnel managers, again the <ituation for
distribution and assignment is carefully limited by
policy. Managers must be aware of current and projected
strengths of regiments in their representatibe loacations
to meet prescribed manning obijectives from an available
inventory of affiliated soldiers. Some flexibility to
meet these levels ic provided by the distributicon
guidance which allows both voluntary and involuntary
leveling to meet stated requirements, 15

Percscnnel officials must monitor ongoing force
modernization actions as unite of regiments receive riew
ejquipmenrt or become organized under reviced structures
which authorize changed quantities or €kille of soldiers.
Commanders should protect the intended advantages of the
regimerntal ervstem and be aware of modifications as more
experience ie gained in its implementation.

Throughout the formation of units under the New
Manning Svetem, ecpecially COHMORT unite which are slated
tc deplox, there are direct personnel coste. The chort
term billpayer in this case is FORSCOM, and in turn, the
installations from which they deplor. When units band
together to form elements of a regiment, more eligible

soldiers become affiliated. Often forward deployed
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elements of the Army are manned at a higher percentage of

fill than unite in the sustaining base. This fact alone
will guarantee a mcore accelerated demand for affiliated
replacements than the previously exclusiuely:emplored
individual replacement system which drew from a pool of

eligible scldiers of the grade and skill required, not

just from a collection within a regiment.
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& 1t has often been said "where you stand depends upon

~ where you sit." In an effort to assecs the degree of

§ difficulty for personnel managers and commanders, by

5 echelon, to implement the force modernizatioa aspectes of

S Personnel Management, the Percsonnel Plans Branch of

A

if MILPERCEN collected the following infermation. It

i portrars in a figure, the perceived degree of difficulty

.t ascsociated with celected force modernization aspecte of

; personnel management, reported by echelon. (figure 2.) 14

FS From thie figure one may conclude:

:: The perception of difficulty varies as a function of

; time, echelon and the type of modernization action

% undertaken.

- Different unite/installations/theaters within an

Eg echelon may have different perceptions of similar

?' actions. Generally, overcsea long tour areas repcort
greater difficulty, perhaps as a function of increased

' training coste,

:f Commanders and personnel managere alike must be able

§ to respond whenever an echelon reports excessive

.i difficulty in accomplicehing scme type or aspect of any

é
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"Perceived Degree of Difficulty”

. a_ U, 0 T T

- FORCE ECHELON

5 MODERNIZATION

TASK UNIT DIVISION/ MAJOR ARMY

j ’ INSTALLATION COMMAND (MILPERCEN)
New Equipment S-W M-G S-M N-S
Trailning

: Transition "H" '

’ to "J" Series S-M 3-M S S
TOE/MTOE

", -{New MOS

: Training N N N M

S ASI Training MG M-G Goascory- N §-M

N (TDY) I Usneeur) - M

-.

N

i |coHORT - .

s - |American

> |Regimental S S S M-G

‘ System

3 (NMS)

LEGEND;

. "Degree of Difficulty"”

- K

3 N--Negligible

N S--Slight

; M--Moderate

2]

) G--CGreat

y Adapted from Briefing

Chart: source USA MILPERCEN
DAPC-PLO

§ Figure 2.
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The list above is not all inclusive, and certainly
it does not cover all the intricacies of force

modernization, but it deoes point out some of the "wars to

skin the cat".

The message is clear. Since personne)l management )

ie a responsibility shared by solciers, commanders and

force modernization action. Some appropriate responses
could include the following:

--Modify the personnel management plan by:

=-changing times

-changing levels of personnel fill
-changing guidance or instructions
-increacsing use of "off line” methods
-changing responsibilities

-changing levels of involvement

--Mcdifying percsonnel policies to impact on:

-accessions
-retention
-incentives

-promotions
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personnel managers at each level, careful analyeis and
focused actions are necessary to bring to a successful
conclusion any type of force modernization effort. Within
a fixed manpower level, there will always bé'billpayers;
obviously the solution to a particular problem will not
please everyone involved in the most extensive and

dramatic series of changes the Army has experienced.

I believe no one in the Arm» plans for failure;
ctlose and continuous stewardship of the personnel aspecte
of force modernization are required. At every level each
and every member must display flexibility, innovation,
commitment, and dedication to meet the current and yet
unidentified challenges. These are the Keys for
personnel management to create and sustain an Army of
Excellence capable of meeting any challenges our Nation‘s

leaders place before us.
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